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INTRODUCTION : THE COSTS AND BENEFITS 

OF INTELLIGENCE ‘ 


The operations of the intelligence coitununity have pro- 
duced two disturbing phenomena. The first is an impressive 
rise in their size and cost. The second is an apparent in- 
ability to achieve a commensurate improvement in' the scope 
and overall quality of intelligence products. 

During the past decade alone, the cost of the intelli- 
gence community has | | At the same time, spec- 

tacular increases in collection activities have occurred. 
Where satellite photography is concerned, the increases have 
led to greatly improved knowledge about the military capa- 
bilities of potential enemies.' But expar ded collection by 
means other .than photography has not brought about a similar 
reduction in our uncertainty about the intentions, doctrines, 
and political processes of foreign pov/ers. Instead, the 
growth in raw intelligence -- and here satellite photography 
must be included — has come to serve as a proxy for improved 
analysis, inference, and estimation. 

The following report seeks to identify the causes of 
these two phenomena and the areas in which constructive change 
can take place. Its principal conclusion is that while c 
number of specific measures may help to bring about a closer 
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''V relationship between cost and effectiveness, the main hope 
for doing so lies in a fundamental reform of the intelligence 
community's decisionmalcing bodies and procedures. 

This conclusion is advanced in full recognition that 
reorganisation will, at best, only create the conditions in 

which v;ise and imaginative' leadership can flourish. In the 

% 

absence of reorganixiation , hov.’ever, the habits of intelligence 
community v/ill remain as difficult to control as v;as the per- 
formance of the Department of Defense prior to the Defense 
Reorgani^iation Act of 1958. 
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II. COST TRKNDS 


\ To understand the phonoiaenon of increasing costs, it 
is necessary to consider briefly the organizational history 
of the intelligence community. The National Security Act of 
1947 and the National Security Council Intelligence Direc- 
tives (NSCIDs) of the late 1940s and early 1950s established 
the basic division of responsibilities among agencies and 
departments. This division had its origins in traditional 
distinctions between military and non-military intelligence, 
betv’een tactical and national intelligence, and between 
communiccitions (COMINT) and non-coiiamunications (or agent) 
intelligence. Thus, CIA v/as .directed to employ clandestine 
agents to collect "non-military" intelligence and produce 
"national" intelligence. The Department of State was made 
responsible for the .overt collection of "non-military" in- 
telligence. The National Security Agency (NBA) was estab- 
lished to manage COMINT collection. The Military Services 
v;ere instructed to collect "military" intelligence as v^ell 
as maintain tactical intelligence capabilities for use in 
wartime. All were permitted to produce "departmental" in- 
telligence to meet their separate needs. While not ideal, 
this division of functions and responsibilities worked rea- 
sonably well into the mid-1950s. 

Since that time, these traditional distinctions cind 
the organizational arrangements which accompanied them have 
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becomo increasingly obsoJ.escent . The line beuwecn ‘'military'’ 
and "non-military" has faded; scientific and technical in- 
telligence with both civilian and military applications has 
become a principal area of endeavor for almost all .intelli- 
gence o.rgnnizations Similarly, under the old distinctions, 
the national leadership — namely the President and the NSC 
concerned itself with "national" intelligence, while pre- 
sumably only battlefield cororaanders cared about tactica.L in- 
telligence. But a rapidly advancing technology which has 
revolutionised the collection, processing, and communication 
of intelligence data casts doubt on the validity of the dis- 
tinctions . 

Simultaneourjly , technological '-a.cl.V.ances have creaueci now 
collection por3si'.)ilities which do not fil conveniently wiJixn 
a st.ructure based on traditional distinctions and v.'ere not 
covered in the original directives. Satellite photography, 
telemetry intercept, electronic intelligence (ELINT) , acoustic 
detection, and radar have become some of the most important and 
vital methods of intelligence collection not currently covered 

by any uniform national policy. 

The breakdov/n of the old distinctions and the appearance 
of new collection methods has been a simultaneous process 
raising a host of questions about intelligence organise ciOi. . 

Is ELINT related to COMINT, is it technical or military in 
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nature, is it o£ primary rnteresr ro lactre 

couBumers? Where should the raaa. t.ack g ^ ^ ^ 

the acoustic surveillance of Soviet ballistrc i:ass.tle^.u 

marines fit? Is telemetry more similar to COa.-..! or .o ^ ^ 

T irT inalvze it? Vn^io should be responnuj. e a.or 
ELINT; v/ho should analyze j-u. 

natcllito photography? On the more mundane, but nonetheie^. 
critical level, questions arise about the organizauxun. ^ rc 
sponuibilitias ior such topics as Sihanouhvilie supply r n- ^ 
filtration, VC/NVA order of battle, and nissrro acpioy 
jn the Suez Canal area. Are these military 

icsues? IS the intelligence about them tactical or national? 

IT Vp Y--ponsible for collection and vv^hat collection 
Who should be i esponoiiJii- 

resources should be tasked? • 

xn the absence of an authoritative governing body to 
resolve these issues, the community has resorted to a serres 
of compromise solutions that adversely affect its perrorn.ance 
nnd cost. in general, these compromises have favored multrpie 
and diffuse collection programs and the neglect of drrfrou t 
and searching analytical approaches. .The most serious 
resulting problems are outlined belo« in brief form, and drs- 

cussod in more detail in the appendices. 

p ■ j- p. 1 1 ■; rf o 1-1 ra fnnctj.ons nas become 
1 . mn.. rlistribution o_^ _inteljlmg^^ 

Increasingly f ragmen ted^Tid^dlso^ 

. The old distinctions among national, departmental, 
and tactical intelligence are out of date. Today 
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CIA is as likely to produce intelligence relevant 
to, say, NVA/VC order of battle as DIA or MACV , 
just as hU\CV producois numy reports that are of 
interest to the national leadership. 

\ 

Siitilarly, the relatively neat ordering of collec~ 
tion functions that existed after i'/orld VJar II has 
broken down. CIA now engages in a v/ide range of 
collection activities — aircraft and satellite 
photography, kLINT, COMIK'T, radar, telemetry as 
well as clandestine, and overt agent collection. 

NSA has added telemetry and ELIKT to its COMINT 
capabilities. The Services now have a full panoply 
of sensors to perform a variety of functions — 
tactical intelligence, surveillance, early warning, 
and so oi. 

Table I illustrates how almost all major com- 
ponents of the intelligence community are in- 
. volved in each of its various collection and 
production functions. 


MORI this page 


Approved For Release 200S^fi3{gSS^^P86B00269R001 100030005-1 







Approved For Release 2006/01/30 : CIA-RDP§§6(bo2 

- 8 - 



2 . 


T c CO mmu n i. t y ' a a c t ivi l:ioa 


coro dominated by colio<^iqn 


C4>i I'.p o t i t :i . o n a nd have ]:) o com e u nproductive ] y (iu p:ri. cativc . 


O 
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Despite past massive increases in 


25X1 


25X1 


the collection of photography, COMINT, ELIb’T, radar 
and other sensor data, sizeable additional collec- 
tion capabilities are planned to becone operational 


this calendar year: 





25X1 


° The blurring of traditio:ial boundaries has encouraged 
comamnity members to engage in a competitive • struggle 
for survival and dominance, primarily through new 
technology, which has resulted in the redundant 
acquisition of data at virtually all levels — 
tactical, theater conimand, and national. 

° Gross redundancies in collection capabilities have 

. ; 

become conimonplace as exemplified by aircraft in 
. both CIA and Defense which collect photography. 
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Collection capabilities remain in operation beyond 


their useful lives. As older systcras 
attractiveness at the national level, 


lose their 
they are ■ 


taken over at the commiand or tactical level v/here 
they' duplicate higher level activities or collect 
data of little value. 


° Simultaneously, conrpart'iuentalization within various 
security systems has served to hide or obscure com- 
petitive capabilities from evaluation, comparison, 

i . ' 

and tradeoff analysis-.'' ■—'■■'■v.-. 

3 . The community's growth is largely un plan ned and un- 
guided . 

° Serious forward planning is often lacking as decisions 
are made about the allocation of resources. 


° The consumer frequently fails to specify his product 
needs for the producer; the producer, uncertain about 
eventual demands, encourages the collector to pro- 
vide data v;ithout selectivity or priority; and the 
collector emphasizes quantity rather than quality. 
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Th4 community' s _activiti os have bocorao exceeding l y ox - 
pensive. 


° 'J'he fragmentation of intelligence functions and the 
competitive drive for improved collection technology 
are important reasons v/hy the cost or intelligence 

25X1 


° A significant part of this cost gfrov7th is attributable 
to the acquisition of expensive new systems without 
simultaneous reductions in obsolescent collection • 
programs . 


® . In the c.bsonce of planning and guidance, internally 
i i, • 

generatC'd values predominate- in the conurunrty ’ s in- 
stitutions. These values favor increasingly s.ophisti- 
cated and expensive collection technologies at the 
expense of analytical capabilities. 


® Few interagency comparisons are contcimplated . Po- 
tential tradeoffs betv7een PIIOTINT and SIGIFT, between 
PHOTINT and liUMINT , and between data collection and 
analysis are neglected, 

■° While the budgetary process might be used to curb 
some of the more obvious excesses, it cannot sub- 
stitute for centralized management of the community. 
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III. QUESTION A ABOU T TJ Di] PlvO DUCT 


In a world of perfect information, there would te no 
uncertainties about the present and future intent;i ons , capa- 
bilities, and activities of foreign pov;ers. Inf oiTfiation , 
however, is bound to be imperfect for the most part- Con- 
sequently, the intelligence community can at hest reduce the 
uncertainties and construct plausible hypotheses about these 
factors on the basis of what continues to be partial and 
often conflicting evidence. 

Despite the richness of the data made available by miOaern 
niethods of collection, and the rising co its of their acquisj.- 
tion, it is not at all cleat 'that our hyootheses about foreign 

. \ .• V' * « 

intentions, capabilities, and activities have improved com- 
mensurately in scope and quality. Nor can it be asserced v/ith 
confidence that the intelligence communiry has shown muen in 
itiative in developing the full range of possible explanations 
in light of available data. Among the more recent results of 
this failure to acknowledge uncertainty and entertain new 
ideas in the face of it, has been a propensity to -overlook 
such unpleasant possibilities as a large-scale exploitation 
of Sihanoukville by the NVA to transship supplies, a continu- 
ation of the SS-9 buildup and its possible MIRVing, or Soviet 
willingness to invade Czechoslovakia and put forces into tne 
Middle East. 
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Dit’f iculties of this kind v;ith the intelJ.xgenfce produce 
are all the more disturbing because the need to explore and 
test a number of hypotheses v/rllf if anything, expand as tne 
Soviets project their military power and come to play c raore 
direct global role. Yet there is no evidence that- the in- 
telligence community, given its present structure will com.e 
to grips with this class of problems. 

The community’s heavy emphasis on collection 'is itselr 
detrimental to correcting product problor.is. Because each 
organization sees the maintenance and expansion of its col- 
lection capiibilities as the principal route to survival and 
strength v;ith the community, there is a strong prosumption 
in today's intelligence set-^up'^ that'-addi :ional data collec- 
tion rather than improved analysis, v.’ill provide the ansv/er 
to particular intelligence problems. It has become common- 
place to translate product criticism intr- demands for en- 
larged collection efforts. Seldom does anyone ask if a 
further reduction in uncertainty, hov;ever small, is worth 
its cost. 

The inevitable result is that production remains the 
stepchild of the community. It is a profession that lacks 
strong military and civilian career incentives, even within 
CIA. The analysts, with a heavy burden of responsibility, 
find themselves swamped with data. The consumers, at the 
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saiTiG tirne^ treat their product as a free good, so that demand 
exceeds supply, priorities are not established, the ; system 
beconies overloaded and the qucility of the output sufrers. 

As if this were not enough, production, instead of guiding 
collection, is itself guided by collectors and the impetus 
of technology. Since the military are the principal collec- 
tors, they are more likely to focus on the needs and interests 
of their own Services than on the issues of coxicern to the 
national leadership, and they continue the wasteful practice 
of counterpart targeting. Under such difficult conditions, 
it is not surprising that hypotheses tend to harden- into 
dogma, that their sensitivity to changed conditions’ is not 
articulated, and that new data are n6t"sought to t&st them. 
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ORG AMIZA'i xONn L ^ I = 

Questions about cost and product raicjht exist even if the K 

intelligence conununity possessed strong leadership; It is f 

notev/orthy, however, that they have arisen under conditions ^ 

che most marJeed of which is a Icick of institutions cjovorning ^ 

the coimTiunity with the autho.rity and responsibility to re- r 

solve issues without excessive comproiniso, allocate resources ■ 5 

accora.ing to cr.lteria of effectiveness, and cons.ider the re- ^ 

lationship between cost and substantive output from a national F 

perspective. - 

This lack of governing institutions stems fundamentally p 

from the'fciilure of the National Security Act of 1947 to t 

ant ic ipi.^ to the constitutiona], ” needs of ci modern and techno— ^ 

logically complex intelligence comvaunity . The primary intent ^ 

of the Act, understandably, v^as to prevent a recurrence of the ' 

intelligence confusions and delays that occurred prior to ^ 

Pearx Harbor. These problems were seen as having resulted t 

from defects in the central processing, production, and dis- S 

semination of intelligence. The critical need, accordinglv, e 

was to create an organization v/hich would have access to cill * 

intelligence and report its estimates to the national leader- e 

ship. 

In 1947, the size and cost ox individual programs were ^ 

relatively small, and the scope and nature of the management r 
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prc jL'j 1. ems associated with toc'iay's conirauiiity wore not c,ntici- 
patod. Consequently the issue of hov/ to plan and rationalize 
the collection of intelligence did not seein of grohe moment, 
and the Act did not explicitly provide for a mechanism to per- 
form these functions or evaluate the scope and quality of its 
product. 

Thex'e is another reason why the 194 7 Act did so little 
to provide strong leadership for the community: powerful in- 

terests in the I'lilitary Services and elsev/hero opposed (and 
continue to oppose) more centralized management of> intelli- 
gence activities. Partly, this opposition arises from the 
belief of the Services that direct control over in4:elligence 
programs is essential if they’ are to^c’cnduct succeoEfu;;. mili- 
tary operations; partly, it results from bureaucratic concerns, 
The Services are reluctant to accept assurance that informa- 
tion from systems not controlled by them v;ill be available as 
and when they require it. 

Despite such opposition, the National Security Act of 
1947 did stipulate that the CIA would coordinate the "in- 
telligence activities" of the Government under the- direction 
of the National Security Council. However, the Ac-t also made 
clear provision for the continuation of "departmental an- 
telligonce". Since then, three Presidents have exhorted the 
Director of Central Intelligence (DCI) to play the role of 
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community leader and coordimitor , but his fiuthority over the 
community has remained r.lniri;al . VJhilo the DCI has been the 
catalyst in coordinating sul.)Stcintive intelligence production, 
he has made little use of such authority as he possesses to 
manage the resources of the community. 

Realistically, it is clear that the DCI, as his office 
is now constituted, cannot be expected to perform effectively 
the comnujnity-wide leadership role becau;-'e: 

° As an agency head he bears a number of weighty op- 
erational and advisory responsibilities which livait 
the effort he can devote to community-wide managoment . 

° Re bears a particularly heavy bua don for the planning 
and conduct of covert actions. 

° Ilis multiple roles as comraunity leader, agency head, 
and intelligence adviser to the President, and to 
a number of sensitive executive committees, are 
mutually conflicting. 

® He is a competitor for resources within the community 
' ov/ing to his responsibilities as Director of CIA, 
which has large collection programs of its own; thus 
he cannot be wholly objective in providing guidance 
for coiTimunity-wide collection. 
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' 25X1 o controls only | \ [) e r c (, ■ n t of the coraiaunity ‘ s re- s 

sources and must therefore rely on persuasion to ^ i 

■\ 

influence his collea<^-ues regarding the allocation 
and management of the otiier 
appropriated to the Dopartraent- of Defc;nse. Since ¥ 

Defense is legally responsible for these very large r 

resources, it feels that it cannot be bound by out- * 

side advice on how they should be used. ■ i 

° The DCI is outranked by other departmental'' heads who S 

report directly to the President and are his immediate " 

supervisors on the National Security Council. l 

In spite of these handicaps tho.. DCI has established l! 

several institutional devices to assist him in leading the h 

community.- They are the National Intelligence Program Evalua- ■ 

tion Staff (NIPE) and the National Intelligence Resources i- 

Board (KIRB) . Hov/ever, the principal agencies have largely 
ignored or resisted the -efforts of management by these bodies, - 

As a consequence, the NIPE and tlie NIRB have concentrated on 
developing improved data about intelligence programs and 
better mechanisms for coordination. Because of their v;ork , ^ 

both institutions could prove useful to a strong community 

leader; however, their contribution to' the efforts of the ^ 

\ 

currently constituted DCI is small. 
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In the absence of an ef fc;ctive- insiJ. tutional fa:ainav/ork 

v\7xth.in v;hich one official couj.d be licld recpon^iiljle. and ac~ 

\ 

cour.tab'.U> for the pcrforiaanco and cost ;Of the intoLiigenoe 
corraivanity , the United States Intelligence board (USIB) , origi- 
nally established to advise the DCl , has become a sort of 
governing body for the community. llov/evcr , the USIb has proved 
generally ineffective as a management mechoinism for several 

reasons : 

° It is a committee of eguads who must form coalitions 
to make decisions. 


° It is do ninated by collectors and producers who avoid 
raising critical questions about the collection pro- 
grams o'oerated by their colleagues. 

° As a result, USIB’s collection requirements — which 
are an aggregate of all requests, nev; and old mean 
all things to all agencies, thus leaving them free 
to pursue their own interests. 


° Since po!Licy— level consumers are not represen L.eo on 
the Board, they are unable to give guidance as to 
priority needs. 


Even within the Department of Defense, there is no cen- 
tralized management of intelligence resources and activiui«.--' . 
Although the Assistant Secretary for Administration has been 
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given responsibility in this area, together v/rtit a s’npJ.l 
staff for resource analysis, his efforts to master the Defense 
intclli.gence coa-\plex have proved of little avail for several 
reasons. First, not all Defense programs come under his pur- 
viev7, and this limits his ability to do cross-program analy,sis. 
Second, he remains responsi].')le for his functions as Zissistant 
Secretary for Administration. 

Below the level of reviov/ provided by an Assistant 


Secretary, management leadc'.rship is stil absent. The 
Directors of DIA and NSA are themselves unable to .control 
the activit.ies of the components supposedly subordinate to 
them but operated by the Military Services. Because of a 

J , ’ 

history of compromises and treat! e-s.’.'.., the Director of the 
National Reconnaissance Office (NRO) is similarly ’ unable to 
control a large part of his prograra which is run by the Deputy 
Director for Science and Technology (DD/S&T) in CIA. 

This lack, of lower-level leadership shows up ■ in the fol- 
lowing v/ays ; 

° The current failure of NSA adequately to direct 
Service cryptologic activities, organize them into 
a coherent system, or mo.nage ELINT activities. 

^ Large-scale Service-controlled tactical intelli- 
gence assets, inflated by the v/ar and partly dupli- 
cating both national and allied ciipabilities , but 
programmed and operated outside of the community. 


I* 
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O 2V host of unresolved pro.oloms =conccrn;Uig organisation 
and the allocation oi resources V7ithi;u bcoii General 
Defense .IntelligGnce Program (CIDIP) and non-GDiP 
activities, including: duplication in tha collection 

linteirnally overlapping 


of ELINT 


activities among varous mapping, charting, and 
geodesy agencies, and the several investigaeiva 
services; and inadequate supervision and control of 
counterintelligence activities . 

It follovv’s from this analysis that the President's o.o- 
ives can be achieved only if reform addrc;sses loui- or- 

zational i. sues: i, ■ . 

The leadership of the intelligei.ee community as a 

whole . 

* The dirc'.ction and control of Defense intelligence 
activities . 


° The division of functions among the major intelli- 
. gence agencies. 

° The structuring, staffing, and fvmding of tne 

processes by which our raw intelligence data are 
analyzed and interpreted. 
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V. S PECIFIC 0R (-Aj-aZATI0 1'3AL IS SUES 

The ef fcctiveness cuid efficiency of tlie intelligence 
community depend on a number of organiaatxonai variueles. 

Aniong the most important of these varitibles arc; 

° The pov;er over re sour ce s riva. i l.abl e to tne I cjcidr x o_^ 

the coramunity . IIov; much pov/er the lea.aer can ex- 
ercise, particularly over collection prograiPiS , will 
determine the size of the economies tiiat can be 
achieved within the coiTununity . 

° The size and functio ns 03 . the staff T:>-CoviaxiO. to the 
■le ader of the commu nity. The ef fectiveness of a 

i , ■ 

national intelligence- leadef ’'■will depend not only 
on his power over resources, but also on how well 
informed he is about issues and options wf-bhin 
the corranunity, which, in turn', is a function of his 
immediate staff. Among the potential functions for 
such a staff are: 

— The planning, programming, and budgeting of 
resources. 

Control over resources once allocated; 

Supervision of R&D. 

Inspection of ongoing programs. 

— Production and dissemination of national estima:es 
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Net aasc»sment:i of U'. S-, , allied, and opposing 


■ capiibi.lities and doctrines. 

® The future role of tlie United St.a ■ . o s Xn.tf.’ 1 1 igo.^irlr. 

Board (U S IB) . As matters now stand, the U.SIB is both 
a parliament and a confederate head of the coramunity . 

If more authoritative leadership is established, the 
USIB could become simply an obstruction unless its 
role is specifically redefined. Since t}:ie leader of 
the conim.unity, however powerful, will need close and 
continuing relationships v;ith prod'aicars ^.nd collectors 
as well as consumers, one possibility vjould be to re- 
constitute the USIB so as to foraalice tliese relation- 
ships cu an adviso:fy. jijas.i.s. In auiy case the future 
role of USIB should be addressed as part of a com- 
prehensive review of nev; institutional arrangements 
for .the functioning of a reorgan.- zed intelligence 
community. 


° frture Defense Department contro]. over the resources 
under its jurisdiction . Even without changes in the 
community as a whole, i^iajor improvements in effective- 
ness and efficiency could be achieved if :Defense v:cre 
to master its own massive intell-i gence operations. 
However, a nunfoer of coiirnunity-wide issues would still 
remain, and substantially firmer Defense manavgement 
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ic.ce *the 


oi: its intelligence: .vesources coulo p.rcjuac 
ability of a future reader of : the com^aunity to cx- 


erexse 


his own autliority. 


The jurisdiction of cither a nati_o naj.^l e . a4er or _a 
}3e fense leador over thc^.h Uit f^ry j ^ervicea , Th e three 
Military Services are estimated to sp^-nd aboau 


25X1 


a year on intelligence activities apart from 
their support of the national agencies. Yet these 
activities, which partly duplicate national intelli- 
gence programs, are reviewed in isolation- from them. 

If the Services retain control over the assets for 
this "lactical" intelligence,^ they can pronably v;eaken 
efforts to improve the efficiency of the commanitv. 

At the same time, there is little question about their, 
need to have access to the output of specified assets 
in both peace and war. How to combine overall re- 
source management. and control with this acce. s is an 
issue that will require resolution. 

The future - functional boundar i es of the ma:ior i _n- 
tellige ncc agencies . Collection and production 
activities do not now tend to be consolidated by ty„.e 
in particular functional agencies. Important econo- 
mies can. probably be achieved by rationalizing these 
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actj.vities. Ilov/cvcr, it should be noted that oconoray 
and organisational tidiness, without aoncainitant 
strengthening of the community leadership,- might be 
achieved at the cost, of creating even more pov;erful 
vested interests emd losing diverse and usefully corri- 
petitive approaches to collection problems. 


The number and l ocation of nat io nal analyt ic al a nd I 

e stimating centers . The National estimating machinery r 

no doubt will have to be preserved under the leader E 

of the community in order to continue production of ^ 

national estimates and inputs to the NSSM nirocess . I 

Tlio cont'inuation of'/DIh and., the State Department ' ,s p. 

Bureau of Intelligence Research (IKR) as producers F 

is essential as well. Beyond that, improvement in £ 

the inte.'.ligence product will probably depend to a g 

large extent on increasing the competition in the F 

interpretation of evidence and the development of E 

hypotheses about foreign .intentions , capabilities, r 

and strategies. This may require not only the ^ 

strengthening of existing organizations, but perhaps F 

the addition of new estimating centers. In addition, 
some entirely now organizational units may be needed '■ 

to perform currently neglected intelligence analysis I 

functions, for example, to conduct research on im- ■ i 

proved intelligence analysis methods and techniques. 
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° Tlie role of the ijicl-roanclfeit rovivow jaochjaru-jS:ae . Be- i 

c£vuse of the secrecy surrL'ounding tlio operations of i 

the intelligence cojaeumity, tlie need for strong in- s 


dependent reviov7 mechanirnos v/ithin the Executive I 

Branch reinains particulax'ly iinport?uit. Biaco the 1 

President's Foreign Intelligence Advis.ory Board I ; 

/ 

{PFIZ\B) , the "4 0" CoiTiiuittee , the Office of Science f 

and Technology (OGT) , and the Office of Man7igement I 

and Budget (0MB) already exist to perform this I 

function, the only issues are hov; theycan-be i 

strengthened, to v.'hat extent thev need larger and I 

xnore pe;,:.aanent staffs, and wheth<ir nev; re - I • 

boards should be created ''especially to evaluate k 

the ana^uvtical and estimatijig activities of the J 

community. 


Subsequent sections do not address all of these issues; 
nor do they exhaust the list of organizational possibilities. 
Only the most sa].ient options arc presented v;ith respect to 
the leadership of the community, the Department of -Defense, 
and functional reorganization. Each is described in schematic 
form. 

' < 
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VI. LEADERSHIP OF THE COmUNITY 


The effectiveness of ci new loader of the coirutinnity will 
depend critically on his ability to control intelligence re- 
sources and make his decisions stick. . Basically, there are 
three different roles he can play in this respect, each with 
different organizational implications. They are: 

° As legal or direct controller of all or most intelli- 
gence resources. 


As de facto manager of most resources even though 
they arc not appropriated to him. 


As coordinator of resources;, that are appropriated 
elsewhere, as now. 


Although each of the three basic approaches could be in- 
stitutionalized in a number of different ways, the principal 
options that accord with these roles are listed below. 

A Director of National Intelligence (Option #1) , with 


the bulk of the 


intelligence budget appropriated 


to his office. That office would control all the major col- 
lection assets and research and development activities, which 
are the most costly programs of the community and are most 
likely to yield large long-term savings. The Director would 
also operate the Government's principal production and 
national estimating center and retain the CIA's present 
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responsibility for covert action programs. Defense and State 
would retain production groups, both to serve their own leader- 


ship and to provide competing centers in the analysis of in- 
telligence inputs to the national intelligence process. The 
Defense Department would maintain budgetary and operational 
control over only the selected "tactical" collection and 
processing assets necessary for direct support of military 
forces, although these assets should be subject to the DNI's 
review. 

This option affords a number of advantages: 

It pinpoints responsibility; the President knows who 
is in charge. 

; , ‘ 

® It permits major economies’ ’'through rationalization of' 
the community's functions and through the. elimination 
of , duplicative and redundant capabilities. 

® . It establishes a management system which can deal com- 
prehensively with the implications of evolving tech- 
nology and make efficient choices between competing 
collection systems. 

, * It brings producers and collectors closer- together 
and increases the probability that collectors will 
become more responsive to producer needs.. 

® It allows the Director to evaluate fully the con- 
tribution each component makes to the final product. 
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enabling ready .identification of low perforraance 
elements and permitting subsequent adjustments to 
their mission. 


® It provides one responsible point in the community to 
which high-level consumers can express their changing 
■ needs . 


® It facilitates the timely selection and coordination 
of the intelligence assets necessary to provide in- 
telligence support to the President in periods of 
crisis. 


Creation of a DNI has at' lea,st,.five potential 
tages: 


VA V-vtx V 


® It gives still further responsibilities to the DCI. 

A major criticism of the present confederate organi- 
zation is that the DCI is overloaded and cannot be 
expected to perform well the many functions now 
assigned to him. As noted, these include substantive 
advice to the President and to several high-level 
committees, day-to-day management of a large operating 
program, appearing as a witness before Congress, and 
running numerous sensitive collection and covert 
action projects. It should be noted, however, thau 
v;ith adequate staff and competent deputies, the 
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Director should be able to delegate rc-sponeibij-ities 
and ease his task. Also, under this option, the 
DCI’s power would be corraaensurate with his present 

■ responsibilities. 

\ 

This option could generate s'. bstantial resistance 
from the Secretary of Defense and the Joint Chiefs 
over the transfer of intelligence functions to a nev; 
agency. It would also necessitate fundamental changes 
in the National Security Act which might cause major 
congressional resistance and open debate on a range 
of sensitive national security issues. 

Even if all U. S. Government-intelligence ' assets v/ere 
transferred to the Director there v;culd remain the 
serious and continuing problem of finding .v/ays to 
meet the intelligence needs of Defense without, at 
the' same time, causing the Services to reconstitute 
their own intelligence activities, even at the expense 
of other programs. 

There could be adverse reaction from the news media 
and the public to a consolidation of such sensitive 
activities under the control of one man, even though 
so many of them already are controlled, in principle., 
by the Secretary of Defense. 
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It is possible that this option will continue the 
present dominant influence of collectors relative 
to producers and consumers in the intelligence 
process. 


A Director of Central Intel ligence (Optio n #2) , with a 
strong Presidential mandate and a substantial staf^f. NSA, 
KRO, and DIA would remain under present jurisdiction. The 
CIA would be divided — one part supplying the DCI staff and 


intelligence production component, the other part, principally 
current CIA collection organization, comprising a new agency 
under a separate director. The DCI would have senior status 
within the Government and would serve as principal intelli- 
gence adviser t e the NSC. He would produce all National % 
Intelligence Estimates and other national intelligence re- 
quired by top level national decisionmakers, and would control 
the necessary production assets, including NPIC. This would 
include continued management of a national intelligence 
process that involved the participation, and inputs from, 
other intelligence production organizations. 

Under Presidential directive , the DCI would review and 


make recommendations to the President on the Intelligence 
plans, programs, and budgets of his own office, a reconstituted 
CIA, and the Department of Defense. He would also presenu a 
consolidated intelligence budget for review by the 0MB. By 
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this means the Director would be able to guide resource allo- 
cation and influence coruraunity organization. 

Although Option #1 offers the greatest promise of 
achieving the President's objectives, this option has ad- 
vantages over it and over the • present situation in the fol- 
lowing respects; 

° The DCI would be freed from the day-to-day management 
tasks incumbent upon the head of a large operating 
agency with major collection and covert action re- 
sponsibilities. This v/ould enable him to 'devote 
most of his attention to substantive' intelligence 
'matters, the tasking of collectors, and community 
resource management issues as’ they relate -to his 
production activities. 

® This option eliminates the present situation in 
/ > 

which the DCI serves as both advocate for agency 
programs and judge in community-wide matters, a 
role which diminishes the community's willingness 
to accept his guidance as impartial. 

° The reforms could be accomplished, v;ithout major 

legislation, by a reorganization plan and Presidential 
directives to the DCI, uhe Secretary of Defense, and 
' the head of CIA. 


..TOP SECRET 
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\ o option would offer improveirients xn efficiency 

' \ 

. 

and effectiveness without the major disruptions in 

the coininunity required under option Oiie. 

\ > 

\ 

I 

® It would enhance the stature of the community leader 
\ 

while, avoiding the potentially dangerous ooncentra- 
tion of power inherent in option one. 

Option #2 has several potential, disadvantages: 

® Responsibility for the community as a whole would 
be more diffuse than under option one. 




° The ability of the DCI to supervise the detailed 

, • ji <-< -t-he ccnmunit'^ 

activiti-tja tij- the t.iter<atiijy_ ir'urtt ot i..*!- 


would bo weaker. 


® The new DCI, compared to the DNI under option one, 
would have to rely on persuasion and the process of 
budgetary review rather than directive authority in 
order to eliminate redundant and duplicative activi- 
ties, resolve trade-off issues, and reduce overhead. 


° He v/ould lack the ability to mobilize, deploy, ana 
target collection assets in a time of crisis, unless 
given specific Presidential authority. 

A Coordinat-brn of National Intelligence (Option ,r3) , who, 
under Presidential mandate, would act as White House or KSC 
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ovcx-seer of the IntelUgenoe Co^unity, aireetlog p.rtxcux.r 

\ 

attention to : 

. IntelUgenoe resource and nanagement issues. 

!-• r. +-hP concerns and' needs oi nationax 
° Kepresentxng the concexi 

policy level consumers. 

c=nir ability of intelligence ourput m 
•o Evaluating the suiraori y 

light cf consumer demand. 

+. PT\ Defense! and State .^ntell' 
Under this arrangement, CIA, Deren 

aoG,-nT-.-t-iallv unchangea. 
lities v70uld remain eseuntiaixy . 
gence responox.oil 

' - ^vnr-oss the views and concerns or 

o-he coordinator would ej.pi;-ss ^ ^ 

president and the National Security 'Council on 

ana guallty. he would provide guidance on present an ure 

.olleotion priorities; he would orltlgue and evaruU^^ 

■ current performance of the community, rdentxfyrng ga 
cverslghts; and he would conduct studies of 

■ ,ence community activities as regulred. But he wouiu n 

responsible for the actual production of IntelUgenoe. . 
v,ouia he have any direct control over resources. , 

This option offers two advantages: 

. .he creation of this position would provide a means 
for more direct representation of Presraenrral *n 
terest in the Intelligence Community, consumer 
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representa-hion 

enhanced. 



in the intelligence process would be 


° No legislation would be required,' and the President 
would be spared a number of bureaucratic battles. 

I 

The option h.ts several marked dis£idvantages ; 

° There is the potential for unproductive competition 
between the Coordinator and the V?hite House staff. 

° Achievement of the President's manageraent and re- 
source control objectives is unlikely. 
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Although the President has indicated his desire to in- p 

stitute community-wide reform, changes; within the Department p 

of Defense alone could improve the allocatxon and management - 

of resources and reduce the overall size or the intelligence :: 

budget. Provided that care is taken in making them, these ~ 

reforms need not be incompatible with 'subsequent decisions 
about the governance of the community as a whole. p 

V/ithin the Department of Defense y there nas never been r 

an individual with formal responsibility for mana^ment of b 

all DoD intelligence activities. The Deputy Secretary of - 

Defense historically has been charged with this task, but he _ . _ . ^ 

• ' '• V- '• » '■ 

has very little staff to assist him and can devote only a s 

modest amount of time to the complex intelligence -issues that _ i 

arise within his domain. Consequently, -if the problems oj. - I 

Defense intelligence are to be resolved in a fashion satis- - 

factory to the President, it will be necessary either to ; 

create a Director of Defense Intelligence (DDI) with specific 
responsibility for the Department's collection assets, or - 

provide the Deputy Secretary with major staff support in me ^ 

form of an Assistant Secretary of Defense for Intelligence. I 

Neither of these posts would be incompatible with options ■; 

two and three relating to community-wide leadership reform. * 

Hov;ever, the DDI concept conflicts with option one, in whicn 
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the bulk of U. S. intelligence resources would be .appropria 

ted to a Director or National Interligence . 

A Director of Defense Intelligence would have tne autn- 
ority and responsibility to direct and control all Defense 
intelligence activities. He would allocate all the Defense 
intelligence resources, including those for tactical intelli- 
gence, the funds for the NRP , and budgets for other national 
programs under departmental jurisdiction. Ho would report to 
and represent the Secretary of Defense in all matters re- 
lating to the management of intelligence resources; review 
the need for, and conduct of, sensitive intelligence coilec- _ 
tion and operations; review all Defense intelligence "require- 
ments" with resource implications ifi' order to evaxuare need 
and determine priorities; serve as the principal > Defense 
representative on the USIB; and monitor other DoD programs 
which have clear implications for the collection, of intelli- 
' gence. Under this option the DDI would-be able -to reorder 
completely the Defense^ intelligence collection structure as 
deemed appropriate. 

The DIA would be involved in collection management only 
■ if so directed by the DDI, and would concentrate on the pro- 
duction of finished intelligence for the Secretary of Defense 

and other national consumers. 

'It is important that the Director of Defense Intelligence 

be responsive to tasking by the community leader, who would 
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be the principal substantive intelligence official of the 
Government, Both the ..coirjnunity leader and the DDl should re- 
ceive authoritative guidance about national consumer interests. 
This could be provided by a Council of Intelligence consti- 
tuted v/ithin the NSC and with the Assistant to tbte President 
for National Security Affairs, the Secretary of State, and 
the Secretary of Defense as its members. The restructuring 
of USIB and revision of NSCIDs can help in establishing the 
appropriate DCI/DDI relationship. 

The post of DDI has great prospective advantages: 

° It would provide for the concentration of resource 
management authority in one individual, which would 
allow authoritative ■comparisons and decisions about 
competing collection programs. i 

° It would provide for the centralization of direction 
and control over all Defense intelligence activities, 
including conduct of sensitive intelligence collec- 
tion operations. 

But there are possible drawbacks as well, in that the 
position would: 

• ° Concentrate great power at a single point in Defense. 
This could possibly diminish the conununity leader !s 
' access to information, as well as his ability to 

MORI this page 


TOP SECRET 

Approved For Release 2006/01/30 : CIA-RDP86B00269R001 100030005-1- 






’ Approved For Release 20067aT730TClA^Dl2§6B0p269R001 1 00030005-1 

- 37 " 

- _ o£ XU- 

. task collection systems in ouppor. 

-nn nes‘‘cn tal3^nce<i collec 
telligence production, ana ae g 

of his production respon- 
tion programs, m suoporu oi. ni p 

sibilities. 

il'hOSC of OthGt mUjOt 

o Superimpose a large sta^.f 

o in Defense (the Directors 

intelligeaee' managers wr.hin Deren 

of DIA, NSA, and NRO) , although a reduction rn . 

. . various coordination staffs should be possible at 

the same time. 

.,,,etant Secretarv ^OoighBe_ior^^^ 

,ho would act as the principal staff assistant to the Secretary 
,f Defense. His responsibilities would be similar uo uho.e^^o 

the DDI, except that he v;ould not excrcxiae direcu 
Defense intelligence collection programs, and woula not 
n^ember of USIB unless the Board were reconstituted to advise 
the DCI on the allocation of collection resources. 

This option has a number of advantages: 

•It allows for cffeotiva cross-progran. analysis within 
Defense. 

. It avoids the concentration of power inherent in the 
. ddJ option, if that is considered a danger. 
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° Coinpar0<3 to the DDI / aa ASD/i v/ould be afiOxe xi/cely 
to respond to the needs ox xhe present DCI or the 
conimunity-wide leader established under either option 
tv70 or three . 

The post has a number of potential v/caknesses xn that,/, 
compared with the DDI, it would probably: 

^ Lack both the strong mandate provided to the DDI 
and direct authority over Defense intelligence 
activities, including _ those carried out by the 
. program managers. 

® Make the ASD/I vulnerable to "end runs" by rnajOr 
compone.xts within the -Desfense if) telligence cora- 
munity who might wish to appeal directly to the 
Deputy Secretary of Defense. 
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VIII. CHANGING FUMCI'IONAL BOuNJ )ArtXF5; AMD CC.ii'G 


During the past two years, the budget of the Ihteiligence 


dollars, as shown in the follov7ing chart; 
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To achieve further econoraies, particulary without- major 
reorganization, will be difficult for several reasons. 

® Savings that we foresee as immediately - feasible 

are likely to be counterbalanced to a considerable 
degree by further pay and price increcises.. 

° With the heavy R&D costs for proposed new systems, 


there already is built into the budget a strong 
upv/ard bias which may prove difficult to control, 
]particularly considering the intense interest in 
high-technology and expensive new system.s for SALT 
c'.nd other purposes. ' 

° The U.S. v;ithdrav/al from Southeast Asia will permit 
reductions in SIGINT and HUMINT resources/but they 
will only partially offset the^ above cost increases. 

° Some of the largest savings can only result from 
shifting and consolidating current activitHes in 
such a way as to redraw the functional boundaries 
of the major intelligence organizations. 

Despite these difficulties, it is the case that func- 
tional boundaries can be withdrawn without a major reorganxza- 
tion of Defense intelligence or the community as a whole. Wa 
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should stx-ess, however, that actions of this charfec ter will 
still leave a nuinber of coa-r.aanity-wide issues unresolved and 
at the same time arouse all the opposition or the^ military 
Services and the Joint Chiefs -of Staff. Moreover^ with the 
rapid evolution of technology, further changes ins boundaries 
and comparable upheavals -- will probably have to follow in 
the future , • ; • , 

With all these cautions, there are a nuimoer of specific 
functional actions that can be taken lat the present time. 
Among the most important are the establishment of 1-^SA as a 
truly national cryptological service with authority over al 
signal intelligence, and the consolidciticn of a numoer of 
activities now operated separately. ;by the Military Services. 
The effect of these changes should be to achieve economies 
of scale, eliminate excessive duplication, and promote com- 
petition among like activities so as to v/eed out the less 
productive programs. 

The following table of possible savings; while only an 
estimate, indicates what economies might be feasible as a 
'result of redrawing functional boundaries, consolidating 
activities, and eliminating duplication: 
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A major issue arises in connection v;ith changes of such 
scope and magnitude. It is whether we should attempt to make 
the reforms now, or await more general reorganization and al- 


iov/ the head of the comn-mnity to exercise his judgment and I 
authority in instituting them. Our current judgmenu is rhat b 
reductions of this magnitude should be attempted .only after 5 
a reorganization has significantly improved the capabilities i 
of the community to direct, control, and monitor program s 
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changes. We also believe ti-at bhe ecsonomies shoaia be ef- p 

fected over a period of years. VJirhQ'ut these. tv;o- conditions , p 

/ 

the reductions could prove illusory or transient,- and a I 

heavy price in disruption and lowered morale raight follov?. I 

It should be noted that the anticipated savings come p 

primarily from collection activities; major analytical and f 

estimating capabilities are not affected. .Tneir =improveraent 
is the subject of the next section. • . r 




V 
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Much of the emphasis by the intolligenco comraunity and 
the bulk of its resources go to uhe hign tecx^mology necessary 
to overcome barriers to ir.formauron in the USSR and China. 

Yet this stress on the technology of collection adiiiittedly 
important -- comes at a time when improved analysis is even 
more important. 

Because of the keener competition from the Sovieus, and 
the narrowing gap in relative resources devoted to defense, 
the U. S. must refine its evaluation : of xoreign aapabiiiuies , 
intentions, activities, and doctrines rather than assume uhat 
it has 'the resources to insure against all possibilities. 

The community must also improve' its'''Ourrent political esti- 
mates and find ways of becoming more responsive to national 
consumers and their concerns. 

Important improvements in performance may be feasible 
without major reorganization. But prelimine.ry iEvestigauion 
suggests that higher quality is much, more likely^ to come 
about within the framework of a coherently organized com- 
munity which is focused on improving output rather than in- 
put. Indeed, it seems a fair assumption that the President 
would be willing to rebate some of the potential* savings from 
the community if he had any hope of improved performance as 
a consequence. As of now, how’ever, he has no such assurcince 
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and n\ay reasonably argue tnau, for current perforiiance , he fe 

should at least obtain the benefit of lower c;ostSi g 

Even if we knew hov; to iueasure the benef its in belli- t 

/ / r 

gence, it would be difficult to relate specific changes in I 

programs to improvements in performcince . Nonetheless., ex- ' fe 

perienced observers believe that the following stfcps -- all . t 

of them comparatively inexpensive -- should increase the use- c 

fulness of the product to the. national leadership-: . | 


° Major consumer representation to and v;ithin rhe in- I 

telligence community, perhaps through a re-structured t 

USIB, a high-level consumer council, or other insti- f- 

tutionalised ways of- coiimmnicating consunK'.r needs, h 

priorities,., and evaluations to intelligenc:e producers. f 

^ Assessment of the intelligence product thirough quality T 

control and product evaluation sections w-ithin the fc 

production organizations themselves. f 

° Upgrading existing analytical centers to increase .t 

the competition of ideas, including a DIA with improved t 

organization and staffing as a major competiuor to CIA fe 

in the area of military intelligence. r 

° Periodic reviev7s by outsiders of 'intelligence produc.s. h 

of the main working hypotheses within the community, L 

and of analytical methods being used. !: 
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° net assessment group estsiblished at/ the- neitional 
level which, -along with the NSSM process, will keen 
questioning the community and’ challenging? it to re- 
fine and support its hypotheses. 

° Stronger incentives to attract. good analysts, betner 
career opportunities to hold then as analysts instead 
of forcing them to become supervisors in order to 
achieve promotion, and a more effective use of oer- 
sonnel already trained and experienced intintelli-’ 
gence. 


IncreaseQ resources ana improved organisational ar— 
rangements within the intelligence communitv for 
research on 'improved methods of analysis and esti- 
mation. ■ • 


I 

I 


it 


m 


i 


I 


M 


m 


It is probably premature to recommend the detailed M 
measures necessary to improve the quality and scope of the i 
o.n telligence product. In the near future, this is^jue should " 
be considered at greater length by the leader flip of a re- ' i 
organized community. Indeed, the leadership should be ^ 
specifically charged with the task of product im.provemeno P 
as a matter of the highest priority. What steps will prove I 
feasible will depend on the particular type of reorganization P 
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\ selec- -:d, and, in the presenn circumstances,, it may be well 
\o be guided in the choice by considerations of economy rn 
the use of resources. But it should be stressed, rn con- 
clusion,- that improvement of the product at current budget 
levels is simply another WciV or achieving tn-e efficiency uhat 
is so desperately needed v/ithin uhe ^intelligence comiiiunity 
as it is presently constituted. 
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1. The Review raises, on behalf of the President, a valid for 

eiian.ining the intelligence community, with the objectives of improving the 
overall qtaality of intelligence products and reducing the community's aiae 
and cost. While there may bo differences of opinion as to the causes of, 
and solutions to, the problems the Review describes, it is worth our most 
serious consideration to see what we can do to bring about the desired 
improvements. 

2. The principal thrust of the Review deals with resource control 

and management, and it is here that the most significant improvements ' 

can be made. The law, and other directives nave 

I ILLEGIB 

been silent as to the role the Director ol Central intelligence was to play 
in resource management. Lacking clear direction toward a stronger 
position regarding resource requirements and allocation, the evaluation 
of their effectiveness, the selection of new systems, and the phasi :.g out 
of the old, the Director has had little basis to balance his coordiuc cing 
authority over substance with a comparable authority over resources. 

The Review quite properly recognizes that nearly of 25X1 

the total resources are funded and controlled by the Secretary of Defense 

The Department of Defense must therefore be very heavily involved in 

any changes directed toward Improvement in resource management and 

control. 
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3, The Secretary of Defen-ie has made a £ood bQ,|inei.ar, 
the x,UfiiytE.ut Secretary of Defeajo ~<jv ,'t<iri.umj^ratioa -iilao rfei po-. ..uk 
for ccordmating intelligence. In posture atatemci^ of 9 u-.rcu -9"? 
the Secretary of Defense rcco.rr~nieaced the creation of a soeo.-u ij.,c\xc\ 
Secrctax'y and two additional xrseistaat docretaries ox I-exonse to i-miai 
civilian wuperviaory management of the Department, j m 
Sccrv.tary devoting his full time to Department of Defeat. a k-toilig .acc 
activities cvnd. reporting to one ox the tv/o Deputy Secrotme-- ‘ ..•cuiu. 
to bo a considerable impi’ovem.e'nt over the present arrangc-:if.>-m. 
is px“obab?o/ enough legislation to ask for at this time. in. fact, sne, mr. 

i , ' 

ot lc‘' islation which would be reoviirod ■aiideV'eithsr u?pc-ion 1 i>- j.a si t,a 


heview could well lead to a wrangle in the Congx-esa w.^acli S: 


L ' . '-W 


o-o oma.iCulate the intelligence effort. There are othc-j’ drax-oos..., xo 
C otiens I and II, but these alone are enough to rule them out as i’caixc 
solutions. And the Reviev/ itself seems to recognise tliat Cp..on ~Ii i’.: 
enough built-in problems to minimiaa its chances of being very e-.feci 
It follows that some variant of these three Options which could oe acc 
..n;.: -od m.wc-r existing Presidential authority and v/ithout le^slarioa, 
c Jv.rs the greatest hope of accomplishing the ;?residex.;t'B objectives. 

4. Given the v/ide deployine'nt of resources, disparage into ^cst 
and jur’ixdictional boundaries within the community, it is voi'y doumxx 
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that r. .c L'i.r«:ctor oi Central IntoUi^eace -san tea 

n*uaii.y, should, however, under an nppropr;.i.te nar iatc Oi i-oi. ie 

CQo^' w.. ..latc it e££ectively. 

i£ the President desires that the DCI coordinate the ro&oui'Cv.a 
Oi sl--a intelligence community, this could be done tkrou£h a X-roara«.nUa.l 
or Security Council directive to the DCI, t-3 S-crctar/ oi 

Soiceee, and the Secretary of State. Such ^ directive vouid a., a r im r- 
provide for DCI coordination of programs, preparation, 

and final review before submission to the President, it wou^a. . ne.,... 

to p:rovid.j for continuous program review and cooruination ,.,^.^ 1 ,^- 
,, d^chiistration. Results would dopa.nd in hH*ge part on the couucn. 
the Lecrotary of Defense and the Secretary oi State and, more . 

on ct_ ong Presidential support. 

£>. The product will never be as good as we would like i.s to oe. . - 
iinocid, however, be as good as we can make It. The Review uw^ar-i w.. . 
T .. -osBibility of separating production units of CI/v from the coii- ctw,. 
in order to ensure objectivity. This would be a great mistake, i.- is 
...nnhuistratively quite simple to ensure that the collector io not u no fc 
ov.-1-rdtor of the Information he collects. The fact that tna ^proauccrcu 
< . ,.:.oneuta usually have collateral from other, and cemotimes Bcver..., 
u; our CCS also minimizes this risk. In any case, to disembody the Co. 
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Agency and leave tli 3 Direcvoi" oi Goutral Ircelli^'e 


out c -imijiid of, and intimate aa:--oeiatioL. \vith, thoac a.\itn ufou v 
lie nv-at depend to support production wouiu take away cc.'.cro 

no'v.' . ..iS of the intoUigence process. The resultant deterior.-tio.^ c 


th 


proceos and the product is predictable. It simply isn't viable. 

7. ,Some mechanism to bring the consumer closer to tko pru / 

is much to be desired, and the Review's suggestion ibac this mignt bo 
done through a high-level consumer council has much to u. 

3. U the President should direct that the Director of -3: i 


Ira -I.agence assume responsibility for coordinating the reseat or tr ■ 
intciiigeucc community in line with the guggj^sJlsion made herein, u \.ou.va 
on n..ces 3 ary for the Director to delegato more of his day-to-vl.y ,.u.ni 
meat- res lonsibilities for the Central Intelligence Agency, la >a„ 


.Act'y feasible. 
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